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At the ccnter of the management of any community association are board of direc- 
tors meetings. Thèse meetings are the source of pol[cy décisions that: 

■ Impact the quality of life in the community 

■ Enhance the overall value of the assets commonly held and individually 
owned 

■ Set the boundaries within which management wïTI function 

The emphasis of board meetings shoiild be on timely attention to policy matters — 
leaving the day-to-day adm inistration of the community association to the manager 

Authorizations of spécifie actions and approval of contracts and committee recom- 
mendations allow the governance, business, and community life of the community 
association to function smoolhly. For this to happen, the manager musl pJay an 
intégral rôle in the préparation, organization, and proper conduct of meetings. 

This chapter explains four aspects of board meetings that contribute to effective 
décision making: 

■ Focus 

■ Préparation 

■ Conduct 

■ Managers rôle 
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WhatYouWilILearn 

Afler reading and reviewing thiç chapter, you should be able to explain and underetand: 

■ Threc areas of board décision making 

■ Importance oF focusing meetings 

■ Légal requjrements for board meetings 

■ How to prépare for décision making at meetings 

■ Notice of meetingj agenda, and supporting materials 

■ Management report 

■ Site sélection and préparation 

■ Basic principJes of parliamentary procédure 

■ Establishing a quorum 

■ U^e of motions 

■ Rôle of the presiding officer 

■ Proper behavior during debate 

■ Executive sessions 

■ Record ing minutes for meetings 

■ Action item iist 

■ Ow^ner meetings 

■ Dual rôle of a manager 

■ How to facilitate a meeting 

■ Rôle of perçonalities in meetings 

Board meetings are a means of effective décision making when they focus on: 

■ The areas in w^hich a board is authorized to make décisions 

■ The decision-making process itself 

Areas of Board Décision Making 

There are three areas of board décision making. They are related to the three hinctions 
of a community association board of directors: 

■ Business — As volunteer leaders responsible for a community association 's 
business affairs, a board must monitor administrative, financial, and property 
maintenance matters for the purpose of preserving and enhancing the 
community. 

■ Covernance — As volunteer leaders responsible for governing an organization, 
a board must: 

n En force the community's governing documents 

n Adopl and en force mies for governing the community 

n Décide issues of policy for the owners in the community 
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■ ComniLinity — Aç volunteer leadere of â community, a board muçt: 

n Promote harmony through service programç and regular communication with 

ownerç 
n Ariempt to scttlc conf][cts 
n Hear appcak of committee and management décision 5 that are protested by 

[ndividiialç or groiips of owners 

The Importance of Focusing Meetings 

A manager must use the board of" dîrectorç meeting ds a critical date for décision making 
and implementation. 

Board meetings should always focus on: 

■ The décisions to be made during the meeting 

■ The présentation of possible solutions 

■ The setting of new prionties that become the next meetings agenda items 

W^hen you and your leaders approach meetings in this manner, the community associa- 
tion w^ill progress from décision to décision in an orderly and progressive manner that 
will achieve the community's goals. When meetings are neglected, irregiilar, or poorly 
planned, the results will be confiision and paralysis. 

PREPARATION 

Adéquate préparation for a board of directors meeting includes: 

■ Conforming to légal requirements for board meetings 

■ Preparing for décision making 

■ Dislributing a notice of meeting, agenda, and supporting materials 

■ Selecting and preparing a meeting site 

Conforming to Légal Requirements for Board Meetings 

State statutes and goveming documents establish requirements for board of directors 
meetings. Be sure to check your community's légal documents. 

Légal requirements most commonly address such issues as: 

■ Frequency of" meetings 

■ When meetings should be open or closed 

■ Notice of meetings 

■ Voting 
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Prepa ring for Décision Makingat Meetings 

TliJnk of a board meeting aç the end oi a décision making process^ not the beginning. 

■ Set up an annual caleiidar of board meetings at a fixed time and place. 
Consult with your board of directorç when you set up the calendar. 

■ Schedule meetings often enough to allow for timely attention to matters 
requiring action or décision by the board. Meetings can be monthly, 
bimonthly, or quarterly — depending on the community'ç needs as well as légal 
requirementç, such as goveming documents and state law- 

■ [nvolve key players in the meeting préparations. Before you finalize an agenda 
for a meeting, consiilt with the presiding officer — usually your board 
président — and relevant commitiee chairpersons. 

Once an agenda is estabhshed, check to: 

n Be sure everyone responsible for an agenda item understands what is to be 

accomplished 
n Verify that people are prepared for the agenda items for which they are 

responsible 
n Offer assistance, as needed. 

■ Prépare your board members to make décisions. A board of directors has the 
responsibiliiy to come to a meeting prepared to make décisions. 

A manager has the responsibility to see that information necessary for décisions 
is gaïhered, disseminated, and adequately presented. Therefore, be sure to 
provide information to the board early enough so directors can read and absorb 
it before the meeting. 

There are three things a manager should provide to board members betore each meet- 
ing — a notice of meeting, an agenda, and supporting materials. 

Notice of Board Meeting 

A notice of meeting should be sent in writing to board members at least a week before a 
meeting. Exactiy how Far in advanceyou send a notice of meeting may be set by your 
community associations governing documents or state statutes. 

■ A meeting agenda and any supporting materials should accompany the notice. 

■ Ail owners should receive a board meeting schedule at least once a year 
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Agenda 

Meeting agendas follow a standard format^ based on parliamentary procédure. (See 
below.) The various agenda items are diçcussed in the pages thaï follow. 

An agenda Es more than an annoLincemenl oF the order of businesç for a meeting. It is a 
meeting management tool. For example, by specifying the du ration ot" a meeting in the 
agenda or allotting agenda items spécifie amounts of lime, you are helping the board to 
proceed with its business in a timely manner. Note that meetings that mn more than two 
hoLire often degenerale into an improductive effort. 

Where che agenda allows discrétion in the order in which items are considered, give 
some ihought lo the order in which you list them. Should some décisions précède oth- 
ers? Will ihe board feel a sensé ol" accomplishment if it makes a number ol" small déci- 
sions before lackling a complicated one? 

When an item requires discussion^ but a décision is inappropriate or prématuré, label the 
item "for discussion onJy" on the agenda. This allows for the free flow of ideas. But the 
discussion must be restricted to the spécifie topic listed. 



During a meeting, a presiding officer 
can appeal to the agenda as a way to 
keep a group moving and focused on 
décision making. 

If possible, post a meeting agenda in a 
central common area bejore each meet- 
ing. Any ownerwho attends a board 
meeting should be given an agenda. 

The résidents forum, typically held at 
the beginning of a board meeting^ is 
an open forum for owners and rési- 
dents to speak. This gives them the 
opportunity to raise items iorjuture 
board considération. 



SAMPLE AGENDA FORMAT 



Callloorder7P.M. 

Establishment of quorum 

Résidents forum 

Review/acceptance of minutes 

Treasurer's report 

Management report 

Commitlee reports 

Unfinisbed business 

[List items which were previously discussed or 
reviewed, but did noi receive fina} action.] 

New business 

[List new items not preuiously discussed, includinj 
committee or manaSemeni requests.] 

Review of action items 

Set the date of next meeting 

Adjournment9 P.M. 
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Supporting Materials 

in addition to a meeting agenda, boai"d membei^ should receive 5uch supporting maierials as; 

■ Minutes from tiie last meeting — (See page 33 fora discuççion of minute taking,) 

■ Financial report — This is a report on the communitys Hnancial condition and 
activities. 

■ Coniniittee reports — Theçe reporta ^hould be in writing and higlilight matters 
to be decided and recommendation^ by the comm ittee. Supporting re^earch 
shoLild be included in the reports. Committees need to clearly state the act<onç 
they are asking the board to take. Provide your committees with a suggested 
format for their reports and a sample. 

■ Management report — This is the managers report on the associations current 
management and administrative activities. It is the managers opportun ity to 
update the board on action items of interest or concern. (See the sample on the 
next two pages.) 

■ Spécial reports^ niemos, or correspondence on issues to be discussed 

In a properly prepared board meeting, ail members should hâve had the information 
needed for discussion hefore the meeting. 

Site Seiection for Meetings 

If your community association does not hâve a meeting room, schedule board meetings 
in public meeting room s that usually do not require a rental fee. Possibilities incliide a 
local church, school, or library. Be SLire to give board members and owners plenty of 
advance notice if a meeting is off-site. 

Avoid meetings in homes of board members. The space will not always be adéquate. Nor is 
a board members home a public and neuiral site that will encourage owners' attendance. 

Site Préparation 

Hère are some tips on site préparation from experienced managers. 

■ Make arrangements in advance for a well-lighted^ comfortably warm or cool 
environ ment. 

■ Serve any refreshments afier the meeting. 
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SAMPLE: Management Report 



October 1, 20XX 

7:00 PM — Executive Session 

ACTION 1 : Décision on employée year-end bonu^es. The biidget 
al[owed $2,000.00 for bonuçe^ to staff members. If a 
bonus is to be given, tbe amount is the board's décision. 
The vote needs to be for each employée who is to 
receive a bonus. 

7:15 PM — Regularsession 

Old Business 

ACTION 1 : Discussion and décision on fence between XYZ and ABC 
Condominium. ABC will pay for half of the cost 
(approximalely $ 1 ,000.00) to raise the fence height by 
two (2') feet. Board needs to vote if you want to pursue. 

ACTION 2 : Update on community center rénovations. 

ACTION 5 : Update on hallway rénovations at 3648. Carpet, paint, 

and tile work were authorized at the September meeting. 

New Business 

ACTION \ : Discussion and décision on the purchase of new radios 

for the maintenance staff. Prices quoted from Radio USA 
ranged from $ 1^300 - $2,800. Refer to our mémorandum 
of September 17, 20XX for the détails. No money h as 
been budgeted for thèse radios. Current radios are over 
12 years old and require an annual maintenance service. 

ACTION 2 : Letter received from Joyce Bran non of 3Ô48 regard ing 

the $50.00 furnace rebate. Refer to her Jetter of Septem - 
ber 4, 20X.X. We need to provide a written response to 
Ms. Brannon about why she is not entitled to the rebate. 

ACTION 5 : Décision needed on the renewal of the trash removal 

agreement. No change in the price until July 1, 20XX, at 
which time the trash contracter would like to présent a 
fee increase based on the dump fee. We budgeted 
$5, I 50.00 per month. His current price remains at 
$5,000.00. Recommend approval. 
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SAMPLE: Management Report, conf/nued 



Information items for board review. The^e items will not be dis- 
cussed unless çpecifically requested by a director. 

1 . Extra deçà h ^ latin g "Akiminum Cans Oniy" were received 
and installed on the recycling containers. 

2. Jones Carpentry installed the larger mailboxes at 3952. 

3. The agreement with Jones Carpentry for the construction of 
the disabled access ramp and miscellaneoiis repairs has been 
fully signed. Work in the community center commenced on 
Seplember 15, 20XX. Smith Architects prepared ail the 

drawings for the ramp and submitled ail papers to 
Humboldt Coiinty for the permit. 

4. Correspondence summary: 

A. Board, RE: Patrol activity report, September 20XX. 

B. Board, RE: In-house maintenance, September 20XX. 

C. Board, RE: Maintenance log, September 2QXX 

D. Résidents, Septem ber/October 20XX newsletter. 

E. Résidents, building 3950, RE; Items in hallways, under 
steps^ 8/26/xx. Removed, 9/04/XX. 

5. Violations: 

A. Powell, 3354, RE: Dog not on leash. 

6. Hearingschedtiled forTuesday, October 15, 20XX: 
A. Pirson, 3880, RE: Leak damages. 



7. 



S. 



Fine Updates: 

A. Savage, 3884, fine due to leak damages, balance due of 
$35.00. Has not been making any fine payments. Charge 
remains on account. Lien filed for nonpayment of fine. 



New sales: 








DATE 


ADDRESS 


FEE 


AMOUNT 


03/17/xx 


3836 


$276.00 


$66^000 
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Avoid alcoholic beverage^. This is an oFficial meeting. 

Provide adéquate ^eating for ail tbe owners who attend. Inadéquate ^eating may 
make people feel like unwanled or unexpected [nIrLiders. 

Arrange for a table for the board that allow^ board memberç to sit facing eacb 
olher close enougb to conduct the business of the meeting. This type of 
seatLng arrangement encourages board members to inieract and empbasizes 
that tbey are working together to make décisions. If possible, avoid having the 
board members sit with their backs to tbe owners in aitendance. 

Tbe presiding officer should sit at the bead of tbe table with the manager 
beside him or ber This will make it possible for tbe manager to give your 
presiding officer immédiate assistance — if needed. 



CONDUCT OF BOARD MEETINGS 

Adéquate préparation is necessary, but not sufficient, for effective décision making at 
board meetings. Uniess a meeting is conducted in a manner tbat supports décision mak- 
ing, your préparations will be wasted. 

Tbis section of the chapter discusses the éléments of a meeting tbat contrrbute to effec- 
tive décision making: 

■ Basic principles of parliamenca:"y procédure 

■ Eslablisbïng a quorum 

■ Tbe use of motions 

■ Tbe rôle of the presiding officer 

■ Proper behavior duhng debate 

■ Executive sessions 

■ Record ing minutes for meetings 

■ Action item lisis 

Basic Principles ofParliamentary Procédure 

Parliamentary procédure is a set of mies for conduct at meetings. Expérience demon- 
strates tbat this can be a very effective décision making metbod in a group setling. Be 
sure to introduce new board members to parliamentary procédure as they take tbeir 
places on tbe board. 

Tbe most popular version of parliamentary procédure is Roberts Rules oJOrder. There are 
many sources available that présent thèse ruies in a simple, straightforward way (see the 
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list oF rcsources dt the end of this chapter). Makc the effort to train your board ïo Li^e 
them effeclively. 

Parliamenlary procédai re recognize^ a few basic principleç of conduct for every meeting; 

■ Order: A board ^hould consider one item of business at a rime. 

■ Courtesy: The rights of tbe individiial should be respecled and protecled. 

■ Majority rule: The will of tbe majority sbould décide issues. (Technically, it 
may be a plurality that décides an issue^ not a majority. See page 79 for tbe 
différence.) 

■ Protection of rights: The rigbts of tbe minority should be prolected. 

■ Justice: Everyone is entitled to a Pair bearing of bis or ber position. A board 
sbould not act on an issue du ring tbe same meeting in whicb it was raised — 
unless il is an emergency or a very minor matier. The principJe of justice 
reqiiires tbat ail sides be beard before a décision i^ made. 

Eslablishinga Quorum 

Tbe basic requirement for effective décision making tbat parliamentary procédure estab- 
lisbes is the need for a quoruim . A quorum is tbe number of members required to be 
présent for tbe board to legally conduct tbe business of tbe association. 

In tbe absence of a quorum, tbe only formai actions a board may take are to recess, 
adjourn, or take measures to oblain a quorum . Your community's bylaws set tbe quorum 
fora board meeting. 

The Use of Motions 

A motion is a proposai that tbe board take a stand or take action on a spécifie matter. A 
board of directors can consider ideas from committees, board members, or owners. 
However, only board members can actually make a motion. Motions should be made 
only for items listed on tbe agenda. 
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Making a Motion 

Hère are ^ome ba^ic term^ yoii will need to know in order to underçtand the proce^s of 
making a motion. 

Majority — more than half of the votes cast 

Plurality — more votes than any other option receives 

Second a motion — required support from one other member before a motion can 
be considered by the group 

Amend a motion — to change a motion by inserting, adding^ striking out, ^triking 
out and inserting, or ^ubstitLiting words,- only the maker of ihe motion can amend it 

Table a motion — to ptit aside a motion for iriture considération at a spécifie time 

Take a motion from the table — to recon^ider a motion previously put aside 

The sample on the next page provides a brief siimmary of the basic steps in making 
motions. 

Ail motions pas^ed during a commiinity association board meeting are recorded in the 
minutes with the: 

1 . Exact wording of the motion 

2. Name of the person making the motion 

3. Resuit of the vote (According to Robert s Rides oj Order ^ when a motion is 
defeated, it doesn't hâve to be recorded.) 

4. Dissenting m inority vote — if those dissenting ask that it be recorded 

In addition^ any recommendations from committees should be in writing and given to 
the secretary to place in the minutes of the meeting. 

Abstentions 

To abstain is to not cast a vote. Board members should abstain from voting only for 
clearly stated reasons such as conflict of interesi or ignorance of the matter at hand. 

In small groupe like boards of directors, abstentions should be discouraged. A board lias 
the fiduciary duty to act on matters brought before the community association. 

The abstentions should be recorded in the m i nu tes. A majority of the votes cast décides 
the issue. 
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SAMPLE: Pariramentary Procédure 



To Make a Motion: 

■ iVlaker mu^t be rccognizcd by chairperson 

■ iVlaker thcn states^ "I move.. ." 

■ A second to the motion is required 

■ The maker of the motion lias the right to çpeak Firet 

■ The maker aiso bas the privilège of speaking lasl before the vote 

■ The chairperson recognizes eacb perron betore he orshe speaks 

To Amend a Motion: 

■ Reqi.[ires a second 

■ Amendment can be debaled and can be amended 

■ Majoiity vote \s needed to approve the amendment 

■ Vote on the amendment before voting on the original motion 

To Table a Motion: 

■ Requires a second 

■ No debate is aIJowed 

■ No amendments to the tabling motion can be made 

■ iVlajority vote is required to pass the tabling motion 

■ Can set a definite date for reconsidérât ion 

To Adjourn a Meeting: 

■ Requires a second 

■ Not debatable 

■ Cannot be amended 

■ Majority vote is needed pass 

To Take a Motion from the Table: 

■ Requires a second 

■ Not debatable 

■ Cannot be amended 

■ \laJority vote is needed to pass 
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Rôle of the PresidingOfficer 

The presiding oFficer or person who run^ a board meeting is the président of the board — 
and in that pensons absence, usiially ihe vice président. The presiding officer contributes to 
effective décision making by h.[lfilling the following duties: 

■ Opens the meeting on time^ announces the présence of a quorum, and 
establishes the agenda of the meeting 

■ Sees to it that the meeting follows the agenda 

■ Keeps discussions focused on the matter at hand 

The presiding officer sees to it that ail major issues are brought to the floor in the 
form of a motion. This focuses the discussion. He or she allows discussion to 
begin only after a motion is seconded. If no one seconds a motion made during a 
meeting^ it dies for lack of support. 

If discussion wanders or becomes confused, the presiding officer calJs people's 
attention to the motion on the floor as a way of refocusing discussion. If it is 
clear from the discussion that a décision will not be made within a reasonable 
period of time during the meeting, the presiding officer asks for a motion to table 
the issue to a later meeting. 

■ Keeps meetings from becoming unreasonably long 

If meetings always run longer than one-and-a-half to two hours, consider 
recommending the use of a limed agenda to your presiding officer. A timed agenda 
is a list of meeting items with a period of time assigned to each. Once the time limit 
is reached, the group moves on to the next agenda item — even li the item under 
discussion is not completed. Timed agendas must be approved at the beginning of 
tbe meeting once lime limits for each item on the agenda are announced. 

For a timed agenda to be effective, the presiding officer must politely insist that 
time limits be obeyed and incomplète items tabled for another meeting. 
Regard less of whether or not a limed agenda is used, someone should keep time 
for the presiding officer, so he or she can concentrale on riinning the meeting. 



Al-JCO: The B5iei\UiiÏ5 d/ CaiHinurtity jAssociûJjûif Alunii^eiiieuf S I 



Behavior During Debate 

Debate i^ the rerm uçed in parliamentary procédure for discuss[ng a motion or issue. 

Parliamentary procédure calls for the Following rules to keep the discussion focused and 
lo avoid disagreements turning personal: 

■ Direct ail remarks to the presiding ofHcer 

■ Stop speaking when the presiding officer finds it necessary to speak 

■ Confine remarks to the issue being discussed 

■ Avoid using members' names when you refer to their positions 

■ Avoid attacking members' motives 

■ The presiding officer should warn a member about a serious offense the first 
time (t happens (For example — persona! attacks^ use of obscène langLiage, etc.) 

Executive Sessions 

There are times when a board must hold a discussion or make décisions of a sensîtive 
nature. Many slates hâve so-called "sunshine Jaws" which limit the reasons why a govern- 
ing board may go into a closed or executive session. 

The topics that commonly require an executive session and are allowable by law u^ually 
include: 

■ Personnel issues 

■ Contract negotiations and discussions 

■ LawsLiits and other légal matters 

■ Coverning document violations 

While discussions in executive sessions are secret and separate privileged m i nu les are 
kept, any décisions made must be broughï to an open session and voted on there. Privi- 
leged means that access ro and use of the minutes by others is restricted. 

Recording Minutes for Meetings 

The minutes of a meeting document the décisions made during the meeting. This pro- 
vides a permanent public record of positions and actions taken by a board. The secretary 
of the board is responsible for maintaining ail officiai records, includmg the minute book 

of ail board meetings. 

Minutes should reflect what was do ne at a meeting, not what was said. The m i nu tes may 
list the name and topic for any speaker, but not a summary of the person's remarks. Min- 
utes should State: 

■ The type of meeting — such as, regular or spécial 

■ Name of the group 

■ Date and time of the meeting — and the place, if it is not always the same 
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■ Présence of the président and sécréta ry or their substitutes 

■ Présence oi a quorum and the names ol" the people présent 

■ Action taken on the minutes of the previous meeting and corrections, if any 

■ Exact wording of a motion as it is adopled, including the name oF the person 
making the motion 

■ Hour of adjournment 

As a community manager, y ou should NOT take the minutes at a board meeting. Your 
responsibility is to concentrate on the dynamics of the meeting in order to assist when 
needed. You cannot do that and take minutes at the same time. 

To free the secretary and the manager to concentrate on the board's discussion, many 
community associations use a tape recorder to hack up note-taking or hire a stenographer 
to come in and take notes. If a meeting is taped to assist in préparation of the m inutes, 
the tape should be erased when the minutes are approved. 

Action Item Lists 

An action item list is a list of actions to be taken before the next meeting as a resuit of 
décisions made at the current one. An action item list contains the décisions to be imple- 
mented together with the names of those assigned implementing responsibility. A sample 
action item list appears on the next page. 

Notice how the decision-making cycle is completed and begins again as you review a set 
of m i nu les and an action item list to prépare for the next board meeting. 

Owner Meetings 

Although the focus of this chapter is on board of directors meetings, we would like to 
end this section with some basic information on ownere' meetings for your use. 

Owners' meetings can be annual or spécial. Spécial meetings are devoted to a spécifie 
issue. Usualfy a spécial meeting is called when the bylaws require ihe vote of ail owners 
on some action the board would like to take. 

Your bylaws will state the quorum needed for an owners' meeting. Whether a motion 
requires a plurality, a maiority, or two-thirds approval will dépend on your governing 
documents and the issue. 

Ow^ners' meetings often require the use of ballots. A ballot is a written means of voting 
when secrecy is desired. Your governing documents will aiso tell you when proxies are 
permissible. A proxy is a wntten statement authorizing another person to cast a vote on 
the sîgner's behalf. 
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SAMPLE: Action Item List 



From Meeting of6/01/20xx 



MANAGEMENT 

1. Main entrance light i^ ^till ont and need^ to be repfaced. 

2. Need signs to slow down traffic. Poçsibly "Dead End/No 
Through Street." 

3 . Towing signs needed. 

4. Need lawn watered daring summer months. One owner has 
volunteered to aççiït. Contact Ms. Hunt at 336-S2]2. 

5 . New dumpster needed for the area near buildings 6 and 7. 

DEVELOPER 

1 . It was requested that the developer look into the parking prob- 
lem and evaluate it. !t was aJso requested that they Jook into cut- 
ting into the green space for more parking. 

2. Crêpe myrtles are to be placed outside unit 3S50. Are they in the 
plan or doe^ the association bave to pay for them? 



BOARDOFDIRECTORS 



\. Roof bids: 



Commercial Roof Services 
Roof Services Corp. 
Verbal bid (individual) 



AI! prices are for twice-per-year Inspection. Bids to be given to prop 
erty committee for review and sélection. 
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THE MANAGER'S ROLE 

As a manager, you are âho a key élément in effective board meetings. This final section 
of tlie cliapterwill discuss: 

■ The duâl rôle oF a manager 

■ How to faciJitate a meeting 

■ The rôle of per^onah'ties in meetings 

The Dual Rôle of a Manager 

A manager plays two rôles at a board of di recto rs meeting — support staff and profession- 

al advisor: 

■ The manager as support staff — As staff, a manager has the responsJbility to see 
to Ix that meetings are well-prepared and board mem bers hâve the necessary 
information ahead of time. Hère are some suggestions from SLiccessh.[l 
community managers: 

n Stay informed about committee activity and provide assistance \vhen needed. 

n Handie ail matters relating to a board meeting well in advance. 

n Try to create the most pleasant working atmosphère for meetings as possible. 

n Develop a clear understanding as to exactly what type of support volunteer 
leaders expect and how much. {For example — number of meetings, reports 
typed, phone calls.) 

n Work closely enough with your presiding officer to enable the two of you to 
evaluate and adjust the support provided — as necessary. 

■ The manager as professional advisor — As a professional advisor, a manager 
must provide a board with guidance and perspective on the matters at hand. 

Suggestions froni successful community managers; 

n Alert your board to community issues that need to be resolved. 

n Demonstrate professional compétence in answering questions. 

n Be carefiil to state your opinions only within your field of management 
expertise. (NEVER give a légal opinion. Rely on professionals when it is 
deemed necessary.) 
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n If you dont liave an answer, promise to get back with one within a çpecific 
time. Don't fake itJ 

n Keep your board inFormed on matlers of interest in the field of common 
inlere^t real e^tate a5 tiiey devclop. 

n Provide train ing se^sion^ a^ part of board meetings and encourage board 
member^ lo take advanlage of outside educational opportunitieç. For 
example — local or national ïraining ^essionç for volunteer community leaders 
ofFered by Community Associations Institute. 

n Be prepared lo make adjustments for the fact that board members' 
participation is a voluntary activity that must compete with their other 
obligations and interests. 

n Be a source of history and continuity for your board du ring its délibérations. 

How to Facilitate a Meeting 

As a professional advisor, a community manager is expected to Facilitate board meetings 
in a low-key manner. To facilitate is to help a process or action move forward. The chal- 
lenge for a manager is to do this without taking charge of a meeting. 

Hère are some things to do to keep a meeting moving. The challenge is to do them with a 
simple question orappeal to parliamentary procédure so you won't appear heavy-handed. 

■ Help keep discussions on target. For example — "Could the secretary repeat 
the motion that's on the floor?" 

■ Offer alternatives when discussions stalj. For example — "Would it help if we 
tabled that motion until the next meeting to enable the Récréation Committee 
to get some answers to those questions from the bidders?" 

■ Call attention to past board actions when they are relevant to the current 
matter and overlooked. For example — "Some of you will recall that the board 
considered that issue last spring and decided to waii until after the parking lots 
were repaved. " 
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■ Be a timekeeper. For example — Unobtruçively keep an eye on your watch. IF 
time 5tarts to clip away duhng a diçcussion, quietly let your pre^iding officer 
Itnow witli a prearranged signal. 

■ Be alert to proposée! actions that might be in conflict with your community's 
bylaws. For example — Always bring a set of your communitys governing 
documents to board meetings. 

■ Urge consistency in actions of the board. For example — ïf a board imposes a 
late fee in one case, it shouJd impose a late fee in ail similar cases. 

■ Support the principle of fairness. For example — If a board replaces a dead tree 
on a common area in front of one owners home, it should be prepared to 
replace other dead Irees as the issue arises. 

■ Elaborate on your management report. For example — Highlighl the key 
points in your report at the meeting. Respond to questions and offer additional 
explanations as needed. 

The Rôle of Personalities in Meetings 

Part of being a good meeting facilitator is to recognîze the rôle personalities play in meet- 
ings. Personalities are the élément that make meetings interesting — and unpredictablel 

Learn to recognize différent perso nality types. Think a bout how to use people's strengths 
to get things done. At the same time, anticipate how to compensate for their limitations. 

Here are some final tips from experienced community managers: 

■ Do not make personal judgments about peop[e. This type of judgment about 
others will hamper your effective ness. 

■ identify the décision makers in a group early and work through them, 

■ Don't immediately dismiss a complainer. Consider a complaint. h may be 
legitimatel On the other hand, don't change your efforts in response to every 
complaint you receive. Recognize that chronic complainers are bothered by 
something other than the issue they are complaining about. 
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When people are angry, try to understand v/hy. A^k For an explanation. 
Sometimeç the oppominity to be heard calms people down. 

When someone gets too hot under the collar to calm down^ call For a break. In 

severe situations, reschedule your meeting. 

Finally, remember tbat you are but one élément in an eFfective meeting. When 
a meeting goes well, take pride in your contribution to its eFFectiveness. But 
when things beyond your control go wrong^ don't blâme yourselt. You're going 
to participate in a lot oF meetings over the course oF your career in community 
management. Some will go smoother than others. 
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FOCUS QUESTIONS 

U^e the following queçtion^ to help yoii identijy and review the core concepts in this 
chapler. {Hint: Once you look up the answer to a question, you may want to jot down 
the page niimber next to the question for future référence.) 

1 . W^hat should the focus of board of di recto rs meetings be? 

23. What are the three Ixinctions of a board of directors? 
b. For eacb fu net ion, list at leasl one corresponding board responsibility. 

3 . What does adéquate préparation for a board of directors meeting inckide? 

4. What are some ihings a manager can do to prépare for décision making at 
meetings? 

5a. Who should receive a notice of a board meeting? 
b. What items should be included with the notice? 

6a. What is the standard order of items on a meeting agenda? 
b. W^hat are the various uses of an agenda? 

7. W^hat are some considérations when selecting a\^à preparing a site t"or a 
board of directors meeting? 

8. What are the five basic principles of partiamentary procédure that apply to 

every meeting? 

9. Why is a quoriim fora meeting important? 

10. Describe some things a presiding ofhcer can do during a meeting to facili- 
tate décision making. 

I 1. What are some mies thaï apply to debate at meetings that help to keep dis- 
cussion focused and disagreements impersonal? 

\2r. What is the purpose of an executive session? 
b. What are some lopics for an executive session that the law usually allows? 

l Sa. Who is responsibJe for laking minutes at a board meeting? 
b. What items of information should be included in the minutes ot a meeting? 

14. Explain the dual rôle of a community manager 
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15. Li^t çome oF the thing5 a manager can do to facilitate an ^[^FectJvc board 
meeting. 

16. Explain the rôle of per^onalities in meetings and how a good facilitator 
shouid take them into account. 

THOUGHT/DISCUSSION QUESTIONS 

Use the Following questions to heJp you apply itie inFormation in this chapter to your 
own situation. 

la. Are there any împrovementç that can be m a de in the focus of your board 

meetings ihat would lead lo more effective décision making? 
b. How can you work with others to make those improvements? 

2a. Are there any improvements that can be made in the préparations for your 
board meetings that would lead to more effective décision making? 
b. How can you work with others to make those improvemenïs? 

3a. Are there any împrovements that can be made in the conduct of your board 
meetings that would lead lo more effective décision making? 
b. How can you work with others to make those împrovements? 

4a. Are there any împrovements that can be made in your rôle at board meet- 
ings that would lead to more effective décision making? 
b. How can you work with others to make those improvements? 
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RESOURCES 

For fLirther information on board meetings and décision making, we ^L:gge5t the f"ol!owing: 

Tïw A-B-Cs of Parliameiitary Procédure. A brieF, illLiçtraled booklet ihal outlincs the baçic process 

(nvolved in mnning a meeting accord ing lo Roberis Rules of Order. (Channing L. Bete, 2003.) 

The Art oj Siiccessjsd A\eetii:^s, by William Dixon Soulhwortli. Comprehençive treatment in one 
uçefui re^ource. Coverç ba^icç like cbairing a meeting^ motions, committeeç, voting and 
membership, whal to do aboLii conFlicring motionç, and how to handic uni_içL[al proce- 
diires like correcctng minutes or rescinding. Conta inç valuablc tips For cnsiiring that your 
meetingç are positive and productive. (McCraw-Hill, 2000. J 

Basic Parlinmentary Procédure Workbook^ Sixth Edition, by Joyce L. Stephens. How-to manual on 
conforming to basic parliamentary procédure. Covers décorum, how to write a résolu- 
tion^ meeting minutes^ proper langLiage For presiding officers, completing action on 
motionSj and common errors to avoid. (Frederick Publ ishers^ 2001 .) 

Communiiy Association Leadership: A Gisidejor Vohivteers^ Anne M. Calmes, Edilor. Covers how to 
attract more résidents to association vokmteer work and how to enable them to pertorm 
better by gain ing a thorough iinderstanding of committee work and the volunteer's rôle. 
(Community Associations Inscitute, 1997.) 

CovducUng Aieelings- A Guide to Rumunç} Prodnctii'e Commuwity Association Board Aieetiisgs, M.J. 

K.eatts, Editor. Helps commun ity association directors and managers run effective, effi- 
cient board meetings. Discusses how to prépare for a meeting, how to take proper meet- 
ing minutes, the potential benefics and drawbacks of recording meetings, and appropriate 
agenda items for executive sessions. Includes an outline of Roberts Rnles oJ Order that's 
perfectly tailored for association meetings. (Commun ity Associations Institute, 1998.) 

Décision Aiakiug ii: Commiiiiities: Why Groups of Smart Pcople Sometimes A\ake Bad Décisions^ by jas- 
mine Martirossian. Présents a fascinating look at the unseen forces that affect groups of 
people in community associations — including boards, management teams, and commit- 
tees — and the décisions chey make. (Community Associations Press, 200 L) 

Guide to Annuai Meetings, Spécial Aieetiisgs. aiid Eleciiovs [Guide for Association Praciitioners Séries, 

Report #31 ), by P. Michael Nagle, ESQ. Addresses ail aspects of meeting proced Lires from 
giving notice of a meeting to conducting and con troll ing the meeting. Topics include 
quorums, ballots, voting, élections, nominations, and proxies. (Community Associations 
Institute, 1998.) 

Guide jor the Presiding Officer A Fanctioual Guide jor Présidents a}ui Chairme}^^ Third Edition, by 

Joyce L. Stephens. Will help readers chair meetings with confidence in spite of disagree- 
ments, diverse opinions, and even outright conflict. Conta ins detailed descriptions of key 
mIeSj tips on communicating more effectively, and advice on body language. (Frederick 
Publishers. 1997.) 
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Roherts Rxiles oj Order — A number of in ex pensive paperback ver^ionç are availablc. Tlie League 
ol" Women Votera publisheç an excellent Flyer that summarizeç the basic pointç. 

The Rok oJ the Associattois Président (Guide jor Associ^tiof^ Practitioners Séries, Report fr2 3j, Second 
Edition, by Robert T. Denni^loun. Ofterç tip^ and advice on how présidents can improve 
the overall qiiality oi" life in their commun itie5. [Commun ity Associations Instilule, 1996.) 

The Rôle of the Associatiois Secretnry [Guide for Associatiois Praciitioners Séries. Report #ï sj, Second 
Edition, by Anita Hagerty Schenk, PCAM and P. Michael Nage!, ESQ. Expia ins the sécré- 
ta ry's duty to record ihe history of the association, handie correspondence, and ma in ta in 
the Rling syslem. Includes examples of agendas, minutes, and olher forms needed. 
(Community Associations Institute, 1999.) 
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